This paper aims to identify factors that contribute to the successful initiation of international collaborative projects that are intended to support the development of education for librarianship and information sciences. The paper, first, discusses the widespread failure to analyse the Critical Success Factors in international collaborative projects. It proposes case study methodology to identify these factors through an analysis of the decision by the European Commission's ALFA Programme to support REVISTAS, a study of the feasibility of digitising all the Spanish and Portuguese journals in the field of librarianship and information sciences, particularly those published in Latin America.
Introduction

The College of Librarianship Wales (CLW), to whose anniversary issue this paper is a contribution, was established during a period when UNESCO and other international development agencies were providing substantial support for establishing or strengthening Schools of Librarianship and Information Sciences (SLIS) in developing countries [1]. A feature of the British Council's work in the 1970s was an increase in the 'exchange of persons' and, from the mid 1970s, 'Paid Educational Services', i.e. the marketing and management of British educational services as a self-funding activity, with the costs borne by the country concerned [2]. In its early days, the College's academic and library staff included numerous people who had either worked in libraries in the former British colonies or maintained an interest in international library development. CLW and its staff were thus involved in a number of international projects, with support from the British Council, UNESCO, the World Bank and other national and international development agencies. Among the more notable engagements were those with the University of the West Indies and the University of Jordan in the 1970s, and the Bayero University in Nigeria and the University of Indonesia in the 1980s.
International technical cooperation projects such as these tended then to be initiated by the funding agency, and were relatively short-term in duration because the agencies' commitment was determined
Research about international cooperation
Whilst these opinions may eventually be proved to be valid, they 
Whilst there have been generalised studies of academic cooperation [17], previous analyses of international cooperation in the library field have tended to focus on the barriers to inter-lending, which have been summarised as:  inadequate human resources to carry it out;
 insufficient funding to start or sustain it;  poor telecommunications;  copyright issues;  insufficient knowledge of foreign regulations, policies etc.;  negative attitudes or mistrust -reluctance to participate [18] . [19] Although there may be more objective accounts in the archives of the sponsoring agencies and the participating institutions, most of the few other reports of international projects that have been published appear to have been intended only to publicise the activities. Large [20] has, however, made an initial analysis of the role of UNESCO as a sponsor for many of these academic links, while this author has begun to define the beneficial impact on staff development of participation in international cooperative activities [21] , and to examine the reasons underlying the paucity of joint research activities in them [22] . Otherwise little progress appears to have been made since Brewster concluded her review with a recommendation that:
Some of these may prove be similar to the barriers to other forms of professional cooperation. However, very little is known about the variables that contribute to the successful implementation of cooperation in the development of education for librarianship and information sciences (LIS), let alone their relative significance. Awareness of this limitation was acknowledged by Rodriguez who, introducing a conference paper on cooperative relationships between the United States and Mexico, explained that "a study of greater depth would have to be made to cover, analyze and evaluate the results of that cooperation."
"An evaluation and qualitative measurement of these library development efforts, either on an individual project level, on a countrywide or regional basis, or on the basis of agency sponsorship appears to be in order... First, it is necessary to design a method or tool for the measurement and evaluation of these library development efforts." [23] The
main aim of this study is to expose the factors involved in how an international collaborative research and development project can be successfully initiated. Any analysis of the relevant factors needs to draw on a body of evidence, such as might usually be expected to be found in case studies. The case study is a recognised research methodology for underpinning theoretical propositions, and could be a valuable approach in beginning to identify the critical issues in this instance because  "It is concerned with a rich and vivid description of events relevant to the case.  It provides a chronological narrative of events relevant to the case.  It blends a description of events with the analysis of them.  It focuses on individual actors or groups of actors, and seeks to understand their perceptions of events.
 It highlights specific events that are relevant to the case." [24] Generally, previous collaborative projects in the [25] Yin [26] [39] . [45] . [47, 48] . The total may be closer to 100, although some of the programmes have been discontinued or may currently be dormant [49] Several approaches to resolving this problem have been tried [50] . Over the past 20 years, for example, there have been several national efforts to develop LIS distance teaching, with the earliest efforts reported in Colombia [51] and Argentina [52] . Further activity to stimulate LIS distance learning began in 1993, when a conference of educators from 12 Latin American countries was held in Puerto Rico specifically to discuss the potential for distance education [53] . This was followed by reports of initiatives in Cuba [54] , Uruguay [55] , Mexico [56, 57] , Venezuela [58] , and Brazil [59] , some of them stimulated by the emergence of the new Information and Communication Technologies.
Problems in the development of education for LIS in Latin America
Even more recently, the growth in the economy of Spain since its accession to the European Union, and the expansion in education for LIS in that country, has enabled its universities to begin to rebuild historic links with Latin Ame
A new form of foreign involvement in education in the region has been the creation of secondary, local campuses such as, for example, the Bachelors degree programme in Information Studies recently introduced by the Florida State University at its campus in Panama [46]. Developments such as this may appear to go some way to meeting the demand for professional education (although Panama already had an established SLIS). Investigations suggest that LIS has been taught in over 80 universities in the region
Foreign assistance is now being offered to develop these new forms of distance education. For example, the University of Texas at Austin collaborated in the design of a web-based Masters degree which has been delivered by the Instituto Tecnologico y de Estudios Superiores de Monterrey in
Mexico since 1999 [ 60] . [62, 63] , they seem to have taken some time to appreciate that "to be an active partner in an international educational programme, there must be a willingness to internationalise the curriculum and mode of delivery..." [64] Curricula imported from the U.S.A. into Latin American SLIS began to be openly criticised during the 1980s for failing to take into account differing cultural, social, and economic conditions [65] , and curricular revisions to eliminate excessive American influence then began to be introduced [66] [68] Participants in the Puerto Rico conference, in outlining the specific problems of developing programmes in their countries, also pointed inter alia to the problems of access to professional literature, and resolved to take advantage of the opportunities presented by new technologies [69] . Part of the problem has been attributed to the difficulties imposed by the economic, logistical, and linguistic barriers that restrict the cross-border trading of publications in the region [70, 71] [73] [84, 85, 86] .
However, imported solutions to the region's information problems have long been recognised as inappropriate because they have not taken into account differing cultural
ALFA and the development of the LIS profession in the region
International cooperation has its roots in promoting inter-regional understanding, as well as political and economic issues, and generally has an intergovernmental as well as a professional dimension
Journal publishing in Latin America
As the problem began to become more defined, it became necessary to search the literature relating to the production of literature for the profession, and access to it. The scholarly peer-reviewed journal has developed into the standard means by which ideas and information are communicated within the academic community, providing an indexed archive of information [87, 88] , and allowing for the development of quality control of research through the editorial peer-review system [89, 90] . [93] . 
The majority of researchers across all disciplines report that access to refereed journals, whether print or electronic, is essential to their work [91]. The journal remains a sound vehicle for the transmission of new knowledge, but in North America and Western Europe conventional print publishing is now recognised as inefficient because:  the increase in the number of titles, and regular price increases, have not been matched by increases in library budgets (or by adequate compensation for declining currency exchange rates) and resulted in fewer purchasers for each title; and  the contents of each journal consequently suffered limited and declining visibility amongst potential readers.
Superficially, the volume of professional journals in Portuguese and Spanish appears adequate to meet at least the minimum needs of the region. The significant collection held by the Centro Universitario de Investigaciones Bibliotecológicas at the Universidad Nacional Autónoma de México (UNAM-CUIB), and preliminary searches in various databases, have already indicated that over 170 LIS journals have been published in Latin America. However, Morales [92] has suggested that only about 60 of those might be 'current.' Many Latin American journals -in all disciplines -are sometimes referred to, somewhat cynically, as 'religious journals', because they are published 'when God wills', rather than with the regularity more familiar in Europe and North America.
It seems that a lack of resources or organisational capacity often prevents or seriously delays the publication and dissemination not only of these professional journals but also the proceedings of many relevant conference series that -because of the problems of journal publishing -form an important element in the corpus of professional literature in the region. They have also often been difficult to access because of their limited circulation outside national boundaries. A contributing factor to limited awareness of modern professional practices and curricula in Latin America has been the weak organisation of the book trade and bibliographic control in the majority of countries
Indexing services in Latin America
Digitising journals would, alone, be of limited value, if it was not possible for a student or researcher to easily and quickly identify relevant content. However, the poor coverage of non-English language journals in the major indexing/abstracting services inhibits sharing information with and between the developing regions. It has been suggested that 70% of all the scientific journals published in Latin
America are not included in any indexing service [106] , while Rodriguez [107] [108] . The consequence is that papers in the field that are published in the region probably conform to the norm in being cited between 40% and 60% less than the world average for papers in the same field [109] .
One of the most significant steps towards overcoming this problem was initiated by UNAM-CUIB. In the library services of developed countries, it has long been recognised that
"by uniting efforts and resources each library can obtain instruments and render services that would otherwise be impossible to offer." [110] In [113] The development of conventional document delivery services within Latin America has been limited, because, generally, "Cooperation among Latin American countries... is somewhat limited, due largely to the difficult social and economic conditions existing in the majority of countries in the region." [114] For example, a study of selected special libraries in Latin America suggested that many as 86% would not permit international inter-library loan requests [115] .
Delivery from more remote sources was also problematic. In 1986, it was taking on average 14 days, and in some cases up to 21 days, from the submission of the request for an inter-library loan requested from Britain to reach the individual who had requested it in Latin America [116] . Subsequently, the use of fax, e-mail, or Ariel software has potentially reduced this to less than 24 hours [117] .
Immediate online access to full text is, however, now becoming a normal add-on for general indexing services, either by including the full text of a document, or by linking from the citation to a full-text electronic source. "In today's world, information has become globalized... In developed countries, ...barriers of time and distance have almost disappeared and user expectations have risen dramatically
, and yet such advantages are not ubiquitous" [118] Indeed, even if relevant Latin American publications can be identified, access to the full text still presents a challenge.
"Finding cost effective methods for providing international students with document delivery services... presents some thorny problems." [119] To overcome this problem, HAPI 
